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PREFACE

Pilot retention continues to be a serious problem across the
entire spectrum of the Air Force. The Tactical Air Command
(TAC), in particular, is losing tremendous sources of expertise
due to the lowering retention rate. This study examines the
current problem and relates it to the previous retenticn problem
that existed in the late 1970s. 1t looks at possible lessons
learned and how they may need to be applied today along with more
drastic measures to curb the downward retention rate. Those
measures include significant increases in flight pay and bonuses
coupled with aggressive "people” programs. Air Force leadership
will play a key role in solving the retention problem.
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EXECUTIVE SUMMARY L

Part of our College mission is distribution of A
the students’ problem solving products to
DOD sponsors and other interested agencies
to enhance insight into contemporary,
defense related issues. While the College has
accepted this product as meeting 2cademic
requirements for graduation, the views and
opinions expressed or implied are solely
those of the author and should not be ‘
construed as carrying official sanction. s

“insights into tomorrow”

REPORT NUMBER  8s-o0sas
AUTHOR/(S) . MAJOR ROBERT L. EHMEN, USAF

TITLE THE TACTICAL TMPLICATIONS OF PILOT RETENTTON IN TAC

I. Purpose: To determine principle reasons for the decreasing
levels of pilot retention in TAC and the Air Force at large. To
evaluate present and proposed courses of action which should be
taken to solve the retention problem.

IT. Problem: Pilot retention continues to be a serious problem
across the entire spectrum of the Air Force. The Tactical Air
Command (TAC), in particular, is losing tremendous sources of
expertise due to lower retention rates. Part of the reason for
the present retention problem is the recent airline hiring boom
with the promise of better pay and benefits on the outside.

While that may be true, there is also a significant problem with
perceptions that may have contributing influences on the decision
to leave the Air Force. For that reason, pay alone will not stop
the decline in retention.

TTT. Discussion: The Air Force has many programs presently
underway to help solve the retention dilemma. Those in effect
are the intangibles such as reductions in additional duties, duty
day length, quality of life, promotion systems, etc. These
programs require insight by our leaders and commanders with close
attention to subordinates in order to work effectively.

vii
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CONTINUED

Following the previous retention slump of the 19708 and early
19808, they did work quite well. TIn addition to these
intangibles, the Air Force is proposing other programs such as
pay hikes and bonuses as well as the possibility of a dual track
career system. Budget restraints will obviously not allow the
military to achieve parody with the major airlines regarding
pilot salaries.

TV. Conclusions and Recommendations: The United States Air
Force must integrate several retention programs simultaneously if
the retention problem is to be solved. Skillful leadership and a
combination of aviation career incentive pay (ACTP) hikes and a
flight pay bonus for certain targeted year groups must be
combined with current programs to achieve a synergistic effect to
solve the retention problem.
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Chapter One
INTRODUCTION

PURPOSE FOR THE STUDY

Most of us recall a popular television series during the
mid-19708 based on a military test pilot who miraculously
survived a prototype aircraft crash. A team of surgeons saved
him by using the marvels of modern technology. They rebuilt him
using "bionic"” limbs and mechanical devices. Because the cost to
rebuild him approached six million dollars, he was called the
"Six Million Dollar Man". The series went on, episode after
episode stressing his importance to the national security
program. It often went to extremes to prove how valuable this
"six million dollar man"” was and to show that the government
would go to extreme measures to protect him.

Headquarters, Tactical Air Command (TAC) has recently
introduced the concept of the "six million dollar man" as related
to the increasing costs of losing its valuable fighter pilots.
Specifically, the monetary expense for training a fighter pilot
through the third year of his first operational tour is
$6,150,421 for the F-4, $7,504,281 for the F-15, and $5,293,512
for the F-16. (15:9) (See Table 1)

Tactical Air Command Costs
To Train and Experience
A Fighter Pilot

F-4 F-15 F-16
Basic Cost (Officer
Training, Undergraduate
Pilot Training) $ 397,818 $ 397,818 $ 397,818
Fighter Training
(Lead in Training "B"

Course) 1,018,272 1,539,523 1,376,355

Mission Qualification
Training 186,652 216,389 138,807
3-Year Operations Tour 4,547,679 5,350,551 3,380,532
Total $6,150,421 $7,504,281 $5,293,512

Table 1. Cost of a Fighter Pilot




Since this training process takes about six years, the
average fighter pilot has now met his initial obligation to the
service and is free to leave, if he desires. He has become the
"six million dollar man"” of the Air Force. The questions now
become "How much is it worth to the United States Government to
keep this pilot in the Air Force?" and, more importantly, "How
long can we afford to continue letting him go, before it has a
serious impact oi our national security?"”

Pilot retention has been on the decrease since 1983, when it
was at a record high of 78 percent. (See Table 2) As a result,
the pilot retention rate dropped below 50 percent in fiscal 1987.
According to the Air Force Times, the 1987 retention rate was 48
percent compared to 56 percent for fiscal 1986. 1In addition, the
retention rate for TAC was 43 percent for fiscal 1987 compared to
54 percent for fiscal 1986. (5:1; 21:6) This was not an isolated
year. 1In fact, there is reason to believe the retention rate
will continue to be a problem at least through the mid-1990s.
(20:--)

Pilot Retention Rates by Fiscal Year
1979 ittt ittt ennsasasesanssacss 26%
1980 it ii it itttirnannrsennaocssenasd2%
1981 tiiiiiiietcasreaasansososnsassssdd%
1982 ..ttt ittt tssansencnsansas 68%
1983 .. it ceestsasseeaeT8%
B - I 4 3
1985 .. ittt ettt er s D9%
1986 i iiiitsirttetasaaiesssensssssssDb%
1987 ittt ittt e ittt aes e nsae48%

Table 2. Pilot Retention Rates

The primary reason given for the problem seems to be the
recent boom in airline hiring. The fact that the airlines have
hired 6500 pilots a year for the last three years, and will
prebably continue at this rate through the early 1990s, lends
cr: dence to this reason. (2:26; 22:6) In fact, it is conceivable
that the airlines could hire every pilot wanting to leave the

service and s8till be short of their hiring quotas for the next
several years. (5:30)

If the real reason for the high walkout rate is the higher
pay of the airlines, "Air Force leaders have admitted that they
cannot compete with airline salaries.” (5:30; 6:1) According to
an interview with Lt. Gen. Thomas J. Hickey, Air Force Deputy
Chief of Staff for Personnel, "We cannot solve it economically -
on pure economics - we’re just never going to have enough money
to do that. So we’ve got to do all the other things." (5:30)
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At g8ix million dollars a copy, it doesn’t take many pilot
losses to come up to quite a sum of money. Yet money is not the
real expense here. The real expense is the loss of experienced
pilots. When we are facing a Soviet threat that continues to
grow in magnitude each year, the real cost of the low pilot
retention rate in TAC is the lack of experience in our front line
fighter force. How long can we afford to give lip service to the
problem of pilot reteution without incorporating some real fixes
to the problem?

This paper will take a look at the real reasons for the
recent shift in retention rates. It will examine what steps are
now in progress to reverse the trend of the pilot walkout rate,
and what success they are having, if any. It will examine
several possible solutions that have been proposed but not
implemented or seriously considered and for what reasons.
Finally, it will submit one or more combinations of all proposed
solutions and determine the feasibility of the proposals. To
start off, let’s take a look at reasons for the current low rate
of pilot retention.
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Chapter Two

DECREASING LEVELS OF PILOT RETENTION

Before examining the current situation, it is interesting to
take a look at the retention problems the Air Force was facing in
the late 19708. 1In fiscal year 1979 the Air Force was losing 74
percent of its pilots. The magnitude of this problem and the
short term negative impacts on Air Force readiness were
significant. (16:1) Although the high volume of airline hires
during that period was a major factor, more significant and
interesting were the majority of the reasons given for leaving
the service during that time. The reasons most often cited
included: recent pay caps which had eroded earnings, frequent
military moves, little control over the assignment process,
financial losses encountered during moves, concern over the
promotion system, retirement concerns, and the fact that there
was a perceived lack of Air For:e leadership to rectify these
concerns. (16:8; 21:13)

A significant result that came out of this time frame was
the establishment of the Assistant for Retention Activities
Office (Retention Group) at the Air Staff level in September
1979. The retention group became a central focal point for
retention initiatives and efforts Air Force wide. (16:2) It was
due largely to the efforts of this group that significant
measures came into being to effect a better retention rate.
Responsible for pay hikes that reached 11.7 percent in 1980,
aviation incentive pay increases of 25 percent, and the
introduction of other incentive measures such as variable housing
allowances, the retention group was instrumental in achieving a
reversal of the declining pilot retention trend. (23:11)

What then are the similarities to be seen between the late
19708 and the mid-19808? To be sure, the airlines are once more
hiring in larger numbers than ever before, averaging 6,500 per
year over the last three year period. Many pay caps over the
recent years have had the effect of eroding the benefits and
incentives of the Air Force. (17:7) But even more striking is
the fact that internal irritants are once more cropping up.

These include long duty days, non-flying additional duties,
frequent moves, and a perceived lack of leadership within the Air
Force to control these irritants. (14:24; 21:13)

Frederick V. Malmstrom and Richard M. Coffman recently
conducted a study to determine the principle reasons why larger
numbers of United States Air Force Academy graduates were
resigning their commissions. This led to a theory of attractants

e pad Wiy

¥
F L3

cmms e en L et v

ek D e BRI S St o SR IR S S ',L“'__%.‘, D;;R




™

ve. irritants. Essentially the study was done to determine
whether the "outside" attractants of better job opportunities
were pulling people out or whether "internal” irritants were
forcing people to leave. The interesting conclusion was that, in
most cases, the inside irritants were causing the decigion to
leave and that once the decision to leave was made, then the
outside opportunities were there. (10:24)

According to recent surveys conducted by the Military
Personnel Center retention group, pay, especially aviation
incentive pay, and leadership are the two most often cited
reasons given for dissatisfaction in the Air Force. (9:1) The
current retention rate coupled with the unprecedented surge of
airline hiring means that we can no longer afford merely to stand
by. The Air Force needs to act now to curb the retention
problem.

The Air Force has already implemented several measures in
response to the current retention problem. Certain measures are
command specific while others are Air Force wide. Several of
these programs include the less tangible "people" measures and as
a result are the least costly of all. Let us now examine several
of these programs in detail and address several "lessons learned"”
from past experiences.
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Chapter Three

CURRENT RETENTION POLICIES AND PROGRAMS IN FORCE

The Air Force is currently looking at many different
policies and programs to increase retention rates. Although the
pay factor continues to dominate circles of discussion relating
to the retention problem, the primary breakthroughs during recent
years have been among the less tangible areas of concern. These
programs are devoted to the irritant side of the issue and
rightfully so. As stated in the previous chapter, irritants are
the primary factors "pushing” folks out, and only then do the
"pull” factors of the outside take over and offer avenues of
equal or greater employment opportunities.

Therefore, there are currently many efforts under way to
solve some of these primary irritants. One of the mairn irritants
has been the issue of non-flying additional duties performed by
aviators. Examples included such duties as awards and
decorations officer; ground training officer, ground safety
officer, "snack bar officer", etec., all of which included duties
seen as not flying related. These non-flying additional duties
added many hours to the already long duty days and were a primary
source of irritation throughout TAC, in particular, and the
general Air Force as well. 1In response to this problem, TAC has
virtually el.minated all non-flying additional duties as of 1986.
Most of these non-flying duties have since been taken over by
non-rated officer and enlisted personnel. (24:--)

A closely related problem was the issue of the long duty
day. The duty day includes time spent for flying, additional
duties, meetings, etc. In 1983 the nominal duty day throughout
TAC was approximately 12 hours for the average fighter pilot.
This was reduced to approximately 10 hours by the end of 1986.
(24:--) Although this can be viewed as a significant improvement
to the duty day problem, commanders must be sensitive to the
"face time" syndrome. Even though the policy of TAC is towards a
shorter duty day, there is still the perception that if the
commander is at work, then the "boys" should be, as well,

An additional program currently under way is the reduction
of the total number of rated supplement positions throughout the
Air Force. This is in response to the irritant of feeling
pressured to enter a non-flying assignment to seek a better
promotion potential.
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From 1980 through 1987, career broadening requirements
have been reduced by 6 percent. (748 positions) The
1 1988 president’s budget reduced these positions an
additional 208 through 1992 for a net change of 7.6
{ percent since 1980. This results in 82.2 percent of
L all pilots being in positions requiring theam to fly in
performance of their duties. (17:3)

The promotion system has been and continues to be a major
irritant. The up or out concept has had devastating effects on
the job security of the average aviator. The Air Force is now
designing a promotion system that is more equitable to the
aviator. Many pilots have expressed the feeling that advanced
professional military education (PME) and a master’s degree were
9 proper "squares” that needed to be filled on the officer
effectiveness report in order to compete for promotion to major.
(9:30) This caused concern among those in the rated field
because it was virtually impossible for aviators to receive
advanced degrees and PME by the same time their counterparts in
L non-rated fields could. The fact that PME and advanced degree

status will be de-emphasized on promotion folders is in direct
| response to this perception. (24:--; 9:30)

The Air Force is continuing its loock at aviation pay.

‘ According to the Air Force Times, 20 July 1987, "An incentive pay
increase was the primary issue addressed” at a recent pilot
retention conference hosted by specialists from the Air Force
Military Personnel Center. "They agreed that flight pay is an
important part of the retention equation and recommended a
substantial increase to encourage highly skilled and experienced
pilots to stay in the Air Force."” (9:1) This makes sense since
the last major flight pay increase occurred in 1980. (23:11)
' After finally reaching parody with contemporary peers at that

time, there has since been a conatant erosion of pay benefits.
5 This steady erosion of benefits is a direct result of the
‘ combination of a series of pay caps and the natural inflationary
i pressures from 1980 to the present. (19:5)

retention problem of the late 1970s did have a positive effect on
pilot retention, and lasted until the current situation. A
primary irritant at that time was the perceived lack of
leadership, especially in the realm of career opportunities and
assignment counseling. It was recognized the squadron commander
could have a positive effect on retention by becoming more
directly involved with his aircrews through cecreer and assignment
X counseling. (14:14; 16:22)

r Improved career growth opportunities following the previous
!
|

To enable the individual more say in the future, the
assignment process was revamped and the squadron
? commander was drawn into that process. This enhanced
assignment procedure placed more emphasis on the
Job/man match. Air Force requirements still came
first, but every attempt was made to align qualified
individuals to the job of their choice. (16:9)
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Although many of these programs have had positive retention
results in the past, it is difficult to determine if they are
working now. Certainly there is a time lag associated with the
positive aspects of these programs and the final results on the
retention rate. The Air Force has studied programs for pay
raises and aviation pay hikes, however, these programs are only
in the proposed stages and are not "seen" as tangible results.
Therefore, the only programs currently in effect are the leas
tangible programs relating to duty day, additional duties,
leadership, promotions, etc. As a result, this author feels it
is safe to assume that retention will continue to decline at an
alarming rate, exceeding the 48 percent mark of 1987. (5:1)

Therefore, although it is important to address problems such
as additional duties, duty day length, staff and rated supplement
Jjobs, promotion systems, and career growth, these programs must
be integrated with other tangible and intangible courses of
H action. The following chapters will address some of these

options and their probable results.
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Chapter Four

A LOOK AT SOME ALTERNATIVE COURSES OF ACTION

If the current programs are failing to meet the retention
goals of the Air Force, there are really only three ways to solve
the pilot shortage problem. One is to increase the pilot input
rate to offset the high walkout rate. The second is to further
reduce the number of non-flying assignments to offset the
decrease in critical flying jobs, and the third is to increase
pilot retention.

The first two methods may work numerically in the short
term; however, neither would solve the long term effects of the
problem for the following reasons. Increasing the pilot input
rate does balance the numerical problem of the high walkout rate
but only by jeopardizing the experienced/inexperienced mix
required to maintain a highly effective, combat capable aircrew
force. Indeed, since it takes a minimum of five years to train
an aircrew member to the experienced level, the first method
would not gain fruition for a minimum of five years, and the
combat capability would be less than acceptable during the
interim. Secondly, drawing down the number of rated supplement
and staff assignments and redistributing those assets back into
the field only solves the problem for the immediate short term.
With the pilot exodus still exceeding the input, the experienced/
inexperienced ratio would soon fall below 40/60 which is the
minimum acceptable for TAC. (11:98; 15:33) Therefore, retention
needs to increase, and certain courses of action need to be
implemented and integrated with the current ongoing process. One
such proposal is the adoption of a dual track career system.
(3:13)

The dual track officer management system would allow for a
mid-career decision to be made by an officer to either continue
to pursue a "fly only" career or to pursue a "command/staff”
oriented career. The premise for a dual track system is based on
the assumption that a large percentage of active duty pilots
opting to leave the service do so because they perceive an
inability to fly for their whole career. (3:13) This assumption
is in fact partly substantiated by the Air Force career
development regulations (AFR 36-23 and AFP 36-22). Examination
of the pilot career progression grid indicates that only for the
first five years is the pilot expected to concentrate on
advancing and perfecting his flying skills. (See Table 3) Even
during the 6-11 year time frame the pilot is encouraged to begin
seeking staff and support functions. (11:94) The pilot who
strictly follows his own interests in pursuing a "fly only"

11
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Initial Phase
(0 - 6 yrs)

Intermediate Phase
(6 - 12 yrs)

Advanced Development
Phase
(12 -~ 18 yrs)

Staff Phase
(18 - 23 yrs)

Executive Phase
(23 - 30 yrs)

Primary emphasis should be placed on establishing
flying skills, including pilot and mavigator
training and qualification in an operational
aircraft

Concentrate on further developing skills to
upgrade to instructor

Complete Squadron Officer School by end of phase
Consisder application for ASTRA Program

Selected navigators perform duties in scheduling
and training

Emphasis is on career broadening assigrments
Move into associated utilization fielda, such as
flight safety, flight test maintenance, or
experimental test

- Complete intermediate PME

Possible assignment in support functions
Possible assignment as instructor or to an
advanced flight school

Exposure to staff positions at the wing/air
division/MAJOOM level

Some may be assigned as operations officers and
squadron comuwanders

Officers in this phase will fill most operational
staff positions

Those officers assigned to support duties should
return to rated duties to renew currency and then
move into staff positions

Rotate assigrments between MAJCOM/geographical
areas

Attend intermediate service school

Complete senijor service school

Master’s degree is desired

Assignments to command/staff positions at
wing/MAJOOM/Air Staff levels

Many officers will be removed from field
operations for extensive periods

Assignment to command positions in support areas

Assigrments as wing/air division commanders, vice
commarders, or high level staff directors
Attain doctorate degree if possible

Table 3. Career Progression Guide for Pilots and Navigators

(12:==; 13:=-=)
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career within the current system views his chances for promotion
a8 less than optimum. This can easily result in a job insecurity
factor responsible for driving certain individuals out of the
service. (11:94) This is especially true in today’s situation
with the outside job potential in aviation career opportunities
that can promise this individual exactly what he wants to do--to
fly.

A dual track system is used by the Royal Air Force and seems
to work quite well. In their system the pilot makes a career
decision at a certain point during his promotion eligibility.
Following the decision point each career path diverges and
follows individual promotion criteria. For the flight officer
who selects the fly only career path, there is no "up or out”
system which otherwise would "threaten"” his job security. His
efficiency reports are realistically oriented to his primary
flying duties. This gives raters the latitude to rate officers
with more objectivity. (18:12) If such a system were to be
introduced into the Air Force, one can see certain benefits.
Indeed it would have positive results on retention rates, yet the
most significant impact would be the improved experience ratio.
In fact, the current low experienced/inexperienced ratio of less
than 50/50 would easily change to 60/40 or greater, and that is
the ultimate goal of the Tactical Air Forces. (15:39)

However, there are drawbacks as well. Certainly it will
require considerable time and effort to devise such a system. 1In
light of the current situation, we may not have the time factor
on our side. Secondly, this system would invoke some unique
personnel problems related to the divergence of career fields.

A mixed rated officer force is a probable area of
concern for Air Force planners attempting to implement
a system differing in many ways from established
methods. It would need to be stressed that the two
career patterns would not be in competition, but would
be mutually complementary in the overall flying mission
of the Air Force. (18:16)

The Navy and the Marines also experienced a severe pilot
retention problem during the late 19708 and early 1980s. 1In
response to this critical shortage, the Navy sought and
authorized both a continuation bonus and an increase in flight
pay which began on 1 July 1981. The Air Force sought similar
measures but opted only for the increase in flight pay. It saw
the bonus program as only a short term measure, while the
increase in flight pay would result in a longer term effect.
"When it became apparent that the administration would not
support another increase in flight pay until the retention
effects of actions already taken were determined, the Air Force
began to back the bonus proposal.” (23:4) It is interesting to
note that the bonus was authorigzed for the Air Force; however,
the Air Force chose not to implement the bonus due to incomplete
funding for the program. (23:5)
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The current retention crunch has once again brought up the
idea of a bonus program by the Air Force. In fact, the Air Force
Times reported the Air Force is currently proposing a $12,000 per
year bonus to pilots completing their initial six year service
obligation, according to Air Force Undersecretary James F.
McGovern. (7:1)

The bonus program has the advantage that it can be used to
target certain critical fields or year groups within the rated
field. This would provide the monetary incentive to stay in
another additional four to six years and help to maintain the
experience levels needed. Additionally, by targeting certain
populations, the bonus program would have the added advantage of
potentially costing less than a substantial across-the-board
increase in flight pay. According to a study conducted by the
Navy during 1980, a $7,000 annual bonus for six years provided a
greater retention factor (.514) than a 100 percent increase in
flight pay (.352), and at a cost of $8,000,000 less annually.
(23:7)

An additional advantage is that the Navy’s program provides
us with the opportunity to study the effects of a bonus program
on retention. In 1981 alone it was determined the bonus program
had saved the Navy $2.8 billion in training costs, while costing
only $23.7 million. More importantly, the level of experienced
pilots retained could never have been replaced by newly-trained
pilots. (23:10)

A dual track career system, across-the-board increases in
ACIP, and aviation pay bonuses all have potential for alleviating
certain factors associated with current retention rates. Let’s
take a look at the best way to integrate these and other programs
to solve or, at least, to diminish the low retention problenm.
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Chapter Five

CONCLUSJONS AND RECOMMENDATIONS

TAC is the sword of America’s air power. Just as a sword’s
strength lies in a select alloy of various metals, the strength
of TAC is dependent on the alloy of experienced and inexperienced
aircrew members who fly the aircraft. Just as alloy steel is a
combination of select elements which together form a strong
metal, the strength of TAC'’s airpower is due to the proper alloy
of experienced and inexperienced aircrews. Too much experience
can cause a blend that is toc brittle, whil?® too much
inexperience could result in a blend too weak to face the threat
of today’s enemy air forces.

There is no doubt the Air Force has a severe problem on its
hands, especially in the fighter forces. It is increasingly more
difficult to maintain a highly credible, deterrent force
capability when the experience ratio is rapidly approaching the
minimum acceptable rate of 40/60. (11:98; 15:33) The answers to
this growing problem are far from simple and need to be found and
implemented now.

First, we can look at the lessons learned from the previous
experiences of 1980 when retention rates were aimilar. It was
determined at that time there were many irritant factors that
were "pushing” pilots out the door when they could just as easily
have stayed in. We listened to their grievances and responded.
As indicated before, we worked on solving the "people"” problems.
We encouraged and began training our supervisors to listen to
their people and to provide timely information and counseling
when and where needed. We responded to deficiencies in the
assignment process and developed a syastem that allowed for more
commander influence in assignments and career development. When
problems in the promotion system surfaced, we responded with
action to introduce a more objective syatem as well as trying to
improve the officer effectiveness report (OER) process. We
worked on the length of the duty day and the additional duty
problems and, for the most part, many of these problems went
awvay. All this was accomplished in the early 1980s, and it paid
off. Retention rates were on the rise, and they were due largely
to these "people” programs.

However, the current trend seems to be a repeat of the late
1970s; and, interestingly enough, many of the same reasons are
emerging as to why people are getting out. How quickly we
forget! Have we adopted the "if it isn’t broke why fix it"




attitude? We, as the current and future leaders of the Air
Force, need to work hard at keeping the "people” programs going.
(19:16)

It is the opinion of this author, however, that this time it
will not be enough to just solve the problem with aggressive
personnel programs. This problem cannot be solved by a leather
Jjacket approach to retention. (4:1) The current problem has been
amplified by the major airlines hiring boom. It has indeed
become an economic problem, especially when it has been
determined to be economically more advantageous to leave the
service at any time prior to retirement than to stay in.

{22:6; 1:23)

While the dual track career system has its benefits and may
very likely have the capability to solve some of the retention
problems, it should not be utilized at this time. The
disadvantages of incorporating a complex change into the
personnel system at this time are greater than the immediate
benefits that may or may not be realized. What is needed is a
combination of programs that will have immediate results.

Therefore, it is imperative that the Air Force implement a
twofold increase in pay for those in the aviation field. First,
implement a 50 percent increase in the aviation career incentive
pay (ACIP) across the board. Although this would not offset the
potential income advantage of the airline industry, it will send
a strong message to all aviators in all branches of the service.
This pay increase is long overdue and would recoup some of the
losses experienced through recent erogion of benefits. Secondly,
the Air Force should proceed with the proposed bonus system, but
only at the rate of $6,000 per year. This decrease in the bonus
system would be offset by the 50 percent increase in the ACIP,
yet would still provide the targeting requirements and advantages
of the bonus system. The reduced amount of the $6,000 bonus
would lessen the potential hostility that would likely occur
between those that qualify for it and those that don’'t
(targeting). With this combined pay increase, all fliers would
benefit, and those in the critical fields and/or critical year
groups could be especially targeted with the bonus. The total
annual cost of this two fold approach would cost little more than
a $12,000 bonus program which would only target the 6-11 year
group. (See Tables 4 - 6)
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100 ¥ Retention

Number of Pilots Annual Bonus Total Annual Cost
(6-11 yr grp) (thousands) (millions)
6,500 x $ 12 = $ 77.2

75 % Retention

4,875 x $ 12 = $ 58.5

Table 4. Annual Cost of $12,000 Bonus (100X and 75% Retention)

100 X Retention

Number of Pilots Annual Bonus 50 X Increase Annual Cost
(6-11 yr grp) ACIP (millionsg)

6,500 X (6,000 + 2,400) = $ 54.6
(1-5/12-28 yr grp)

17,700 X ( N/A + 1,200) = $ 21.2
(other rated)

10,500 X ( N/A + 1,800) = $ 18.9

Total Annual Cost = $ 94.7

75 % Retention

Number of Pilots Annual Bonus 50 ¥ Increase Annual Cost
{6-11 yr grp) ACIP (millions)

4,875 x (6,000 + 2,400) = $ 40.9
(1-5/12-28 yr grp)

17,700 x ( N/A + 1,200) = $ 21.2
(other rated)

10,500 X ( N/A + 1,800) = $ 18.9

Total Annual Cost = $ 81.0

Table 5. Cost of Bonus and ACIP Increase (100% and 75%
Retention Rates)

While all this sounds promising, it is important to note
that the retention problem will not be solved by pay alone.
According to the Air Force Chief of Staff, the Air Force needs
more than an increase in aviation career incentive pay to improve
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pilot retention. The service also must do a better job of
telling pilots how important their positions as aircrew members
are. (8:1)

My sensing from talking to a lot of pilots is that ’
the key thing is that probably we haven’t been

successful enough at conveying...that what they do as a

pilot is extremely important, and their performance as

an aircrew member is an adequate bagis for rewarding

then.

There seems to be a fairly widespread feeling that if
you want to get ahead in the Air Force you’ve got to go
beyond being an aircrew member and have a lot of career
broadening and do a lot of other things, other than
being a very good combat crewmember.

We have to...be sure the Air Force leadership attitude
reflects...the fact that being a good combat crewmember
or a good instructor pilot...or a good pilot or
crewmember in any other part of the Air Force is in and
of itself a proper basis for promotion from captain to
major, or from major to lieutenant colonel - as good a
basis as any we have.
Gen. Larry D. Welch (8:1)

In order to succeed in reversing the decrease in pilot
retention and ultimately our combat capability, we need to
institute a blend of programs which together will provide the
synergistic effect of higher pilot retention. By rewarding our
pilots for what they do and promoting them and rating them on the
primary basis of their primary duties, we will be sending them a
message--that they are needed and respected and that the current
leadership is responding to their needs. Whether correctly
perceived or not, this message was lacking in the past. This
message, combined with the prospect of better pay and the
potential for added bonuses to the particular targeted fields
will certainly be a step in the right direction. We can nc
longer afford the tactical implications of the current trend. Tt
must be reversed for the sake of our national security.

18




A. REFERENCES CITED

Articles and Periodicals

1. Dalton, Pat "AF Pilot Career Said ’'Distant 2nd’ to
Airlines.” Air Force Times, 15 June 1987, pp. 3,24.

r3

Dalton, Pat "Airline Hiring of Over-40 Pilots Won’'t Enlarge
Exodus, AF Says."” Air Force Times, 11 January 1988, pp.
12,26,

3. Dalton, Pat " ’Fly-Only’ Career Path Being Studied."” Air
Force Times, 11 January 1988, pp. 1,13.

4. Dalton, Pat "Leather Flight Jackets OK'd for Aircrews.” Air
Force Times, 15 June 1987, pp. 1,24.

5. Dalton, Pat "Pilot Retention Rate Drops Below 50% in '87."
Air Force Times, 16 November 1987, pp. 1,30.

6. DNDalton, Pat "Pilot Retention Rates Show 3rd Quarter
Decline.” Air Force Times, 10 August 1987, p. 3.

7. Dalton, Pat "$12,000 Annual Bonus Studied For Pilots Who
Stay on Duty.” Air Force Times, 11 January 1988, pp.
1,12,

8. Dhalton, Pat "Welch: Better Pay Alone Wan't Keep Pilots."
Air Force Times, 18 May 1987, pp. 1,6.

9. "Incentive Pay Tops List of Ways to Keep Pilots."” Air Force
Times, 20 July 1987, pp. 1,30.

10. Malmstrom, Frederick V. and Coffman, Richard M. "Why Do
Service Academy Graduates Resign?" Checkpoints,
Vol. 13, No. 2, (Summer 1984), pp. 22-25.

11. Ross, Charles E. "A Dual-Track Career System for Pilots."
Air University Review, Vol. XXXVT, No. 5, (July-August
1985), pp. 93-99.

19

gy bt e

BIBLIOGRAPHY ——



CONTINUED

‘2.

13.

14,

15.

16.

t7.

18.

‘9.

20.

Official Documents

US Department of the Air Force. Officer Career Development.
AF Regulation 36-23. Washington, DC: Government
Printing Office, 11 March 1985,

US Department. of the Air Force. Officer Career_ Information.
AF Pamphlet 36-22., Washington, DC: Government Printing
Office, 10 May 1982,

Unpublished Materials
Bodenheim, Bodie R., Colonel, USAF. "Retention Of The Six
to Eleven Year Fighter Pilot: The Environment."” Research
report prepared at the Air War College, Air University,
Maxwell AFB, Alabama, 1986.

Conahan, Frank C., "Air Force Pilots: Developing and
Sustaining a Stable, Combat-Ready Force.” NDraft report
prepared by the United States General Accounting Office
{GAO), Washington, DC, August 1987.

Cooper, Monte V., Maj., USAF. "The Flying Squadron
Commander’s Role Tn Rated Officer Retention.” Research
report prepared at the Air Command and Staff Coliege,
Air University, Maxwell AFB, Alabama, 1982,

"Department of Defense Comments Relating to the GAO Draft
Report Dated 19 August, 1987." A response prepared by
the Tnspector General, Department of Defense, Arlington,
Virginia, September 1987.

Hansen, Steven L., Maj., USAF. "Assured Combat Capability:
The Potential For Dual-Track Rated Personnel
Management..” Research report prepared at the Air Command
and Staff College, Air University, Maxwell AFB, Alabamn,
1987.

lLittle, James E., LLt. Colonel, USAF. "Air Force Retention,
A Praoablem Tn lLeadership.” Research report prepared at
the Air War College, Air University, Maxwell AFB,
Alabama, 1986.

"Quarterly Officer Retention Report.” Headquarters Air

Force Military Personnel Center (AFMPC), United States
Air Force, Randolph AFB, Texas, 30 June 1987.

20




v.—-n—-——-?'- -y

21.

22.

23.

21.

CONTINUED

Rhodes, John D. Lt. Colonel, USAF. "Pilot Retention: An
Historical Analysis.” Research report prepared at the

Air War College, Air University, Maxwell AFB, Alabama,
1986.

Roth, R. Theodore, Maj., USAF and Nielsen, David ., Capt.,

USAF. "A Comparison of Military and Civilian Sector
Pilot Careers.” March, 1987.

Weber, Jerry A., Captain, USNR. "The Navy’s Aviation
Retention Bonus: Retention Tool or Waste of Money?”
Research report prepared at the Air War College, Air
University, Maxwell AFB, Alabama, 1987.

Other Sources

Ginn, Robert, Maj., USAF. HQTAC, Department of the Air

Force, lLangley AFB, Virginia. Telephone Interview.
September 1987,

21

A e AT W







